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Understanding the Proposal
Process ﬁ
by CPT R. Mark Brown
Intraduction

Since the fedaral government is spending billions '
of dollars annually on the defense budget, it is not
surpriging that these expenditures have come under ! _
increasing serutiny. Inside . . .

Madia horror stories of $100 claw hammers, of Pago 1
defense systems that don't do the job or dont da it as j
wall as expected, and of too many, oo few, or the
wrong lypes of spare pars, are rampant. Increased Understanding the Proposal Process
legislation, increased regulation fram our acquisition by CPT R. Mark Brown . 5
adership, and studies such as the Packard Gom= T
mizsion report have failed to stop these stories. Daes the Auto Industry Nead A MANPRINT

i?

What can be dene 1o change this hostile enviran- Pg:-g;ar;l ' Shaa 5
ment? Thers are no easy answers. However, ong Sl e e i
step towards improvemeant would be lo understand -
tha proposal process Lhat large defense conlractors Air Force Powers Up MPT Program e
go through. By doing so, the government can save by Kent Myers . ...oovvverinnnronnen g

lime, mongy, and aggravation by asking the corradcl
questions in the correct form. Also, by understanding
this process wa can reccive belter proposals and
tiepelully avert wasled effort and expense by both
e contractor and the governmen.

Understanding the Proposal

First, it is important 1o understand that proposal
gliorts by large defense contractors are large, com-
plex, and expensive. Groups of talented peaple ars
assigned to these effarts for lang perieds of time and
al great cost Io the companies. The reason for this is
cluar. There are two key areas fo any business:

manutfacturing and sales. You must have a praduct
and you must sell it. In the delense contraclar
community, proposals are analogous 1o sales.

Sscondly, the govarnmeant is in the driver's seal.
The solicitations state the desires. constraints, and
expeclalions of those who want the product and the
defense conlractor must respond to thege require-
menls or fail to obtain the contract. Theretore, itis
crucial that the agency issuing the solicitatien cormimi-
nicates claarly, direcily, and precisely what is nesded

(Conlinued on page 2)




Proposal Process
(Continuad from page 1)

Im the long run, daing s reduces cost and increases
efficiency far both governmeant and contracior.

Communicating with those who are going to
respond to solicitations invalves many types of gov-
ernment procurements. These are summarized in
Figure 1. it is impertant to communicate requirements
clearly on all solicitations bul particularly on the larger,
mare complex syslems acquisitions.

Sowhat is a proposal trying to do? Sell obviously;
but mere than thal The confractors are trying to
communicate five things o you. Essentially, lhey are
talling you what they are offering, how they are going
1o do it, why thair way is bellar than the compelition’s,
how much it will cost, and why their price is more
realistic. In shor, contraclors are attampling 1o earm
an invilation to negotiate and to establish a strong
negaotialing position.

In trying 1o do this, contraciors have identifizd
seven keys for success. Much like the pringiples of
- war for military commanders, lhese Keys for sSLUCCEss
' dont guarantes that a contractor will win every bid.
But also like the principles of war, these keys estab-
iish a process that, if applied thoughtiully, will

enhance the chances of SUCCess. Furthermare,
they will ensure that the likelihood of wasting time,
money, and effort by maoving in the wrong direclian is
less likaly to happen. The keys for proposal success
are;

» Start sarly

« Address the real problem

-« ‘Work the decision makers

= Know the competilion

- Know your own strengths and weaknasses
« Mevelop a WIN sirategy

« lmplement it with proper tactics

It is imporiant to note thal the first two relals directly
to thase who issue sclicitations. This 15 particularly
true of addressing the real problem. This principle
highlights the need tor the government 1o
communicale in simple, clear tarms of what is desirad
in a solicilation in a timely fashion.

A proposal effort is divided into 1he pre requesl for
proposal (RFP) phase which includes all that goes on
befora the BFP is actually published in the Com-
merce Business Daily; Whe RFP phase which in-
cludes all aclions between releasc of the RFF and

{Continued on page 3)
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Propasal FProcess
(Continued from page 2)

proposal submittal; and the post-RFP phase which
includes the actions that occur after the propesal is
submitied.

Pre-AFP Phase

Curing this phase, the contractar attempts 1o gain as
much infarmation {intslligence) as possible about BT
impznding solicitation.  Information comes froma
yariety of sourges, including rumar, contacts inside
and outside the government, and publications. This
iz the timae when contractor managemeant staris 1o
decide whether lo commit assets to pursue this
contract.  Inforrnation gathering is an ongoing
process,

Sometime before solicitation release, the contractor
conducts an opportunity analysis, At this tme, the
contractor decides what is in this for ma? Do we want
to bid this? Usually a preliminary bid/no-bid decisian is
made and the cantractor considers the following
questions: Can we make this? Canwe do it profit-
ably? Canwe beat the competition? Do we want to
try? What will b required ta do zll of this? If the deci-
sian is to bid, the contractor then moves 10 formulate
the WIN slratagy.

In preparing this WIN strategy, the comraclar oan
centrates on the theme or massage it will send back 1o
the governmant. These peints are congiderad:

« Why select X corporation?

.« What are the preferences of the evalualion/
decision makers?

+ What is the competition going to say?

+ What are our resources?

« What Is our technical approach?

- Wiy are we bettar?

They address these quastions reflecling the evdl-
yation criteria oullined in Secion M o1 1n2 AFP. Ina
nulsthell, the contraclor considers its strengths and
weaknesses and how to capitalize or downplay tham.

Nest, the contractor moves inte the proposal plan-
ning stage. Al this time the contracior: selecls
proposal manager and proposal leam; organizes the
leam: and maps the leam's direction. This 15 usually in
\he form af @ propesal directive. ldeaily, the proposal
manager and team are (he project manager and team il

the contractor wins
the award. Thisis
not always the
cage. Infact, lhe
contraclor may
never intend that
to be a0, How-
aver, this 15 tha prefsrred approach. Thereiare,
caution should be exercised it part of the bid
gvaluation is based on who {particular individuals) will
perform the contract.

Additionally, many solicitatons imply that the con-
iractar should be staffed prier to contracl award i
gain a maximum svaluation tor his bid. This causes
unnecessary overhead costs for the contracior, and
should be aveidad. If the contracter is awarded lhe
contract, performance is his preblem. How he stafiz
should be his businass.

RFP Phase

When the RFE (ar ciher solicitation) is released in
the Commerce Busingss Daily it is picked up and the
tirst intense period is spent analyzing exactly whal js -
required by Sections G, L, and M of the RFP. All !
questions from the preliminary bid/no-bid decision -,
are reviewed and a final bid/no-bid decision made. I ~
the decision is made to pid. then a responsivensss
matrix is made and an authorship matrix mirraring that
is preparad. The responsivensss m atrix assures all
requirements of the solicilation are addressed and
the aulhorship malrix assignes a respansibility 1or
szch requirement. In this effort, each RFP requireg-
ment is hroken down and assigned to a regponsible
authar o answer it. This ensures bid responsivensss
and direcls employes aiforts.

MNext, a kickali meeting is held and each tzam
mamber [s briefed on his/her responsibililies and
limetables. At this time, pen has yet 10 touch paper.
Still incredible amounts ol time. Maney, anel effor
have aiready heen spant.

Alter the kickolf meeting, the valume managers
{lechnical, managament, and costy assembie their
leams and outline and storyboard their responses.
Then they begin fo write, prepare arwork, assemble
and edil before sending the proposal 1© internal
‘aview teams. Every proposal team member gpends
majar resourcas in farms of time and effort during this

(Continued on page 4}




roposal Process
Continued from page 3}

shase. Fifteen, 16, and somelimas more than 20
~our workdays are not unemmen during this fime. lLis
during this time that any ambiguily, non-clarty, or
incorreciness in the RFP surfaces, These faulis
cause greal concern, wasted time, effort, and can
resull in poorer responses to the government, For
cxample, a recent RFP for systems support for a
vehicle system stated thal the proposal should be
limited to 500-500 pages.

As a compenent of the RFP, the solicitor asked the
contractor to demonstrate how it would accemplish a
Class | engineering change proposal. Dping S0
raquired 500 pages in training manual changes along!
Clearly, the auther of that portien of the EFF did not
know what ho/she was asking or did not understand
the scopal Points like Lhis cause the contractor to
requast clarification. This is dene while "the clock is
running.” Barring an extensien ol the due dats, this
rabs the contractor of time 1o prepare a good, accur-
ale, responsive proposal. Al any rate, the volumes
are prepared for inlemal review based on ihe internal

schedule

|
]
S
L

The internal review, as the term implies, is dong by
company managars. These raviews fall inta thrae
categaories: pink team, blue feam, and red team. Any
proposal effort may have one, or any combination of
the threa, A pink ieam checks the integrity of the pre-
EBFP drallz, picks up gress Crmors, and brings spacial-
ized attention ta certain problem

a

The confracior then assembles the proposal. Thiz is
no small logistical effort as the proposal may be quite
voluminous. This activity may require three days 1o a
week, Most RFPs ask for multiple gopies and this
gomplicates the task.

Finally, there is a managament review and delivery.
This delivery may alse be a logistical problem based
on the size of the proposal, the distance to the
procuring agency and the time avallable. Tobe late
with the proposal would mean tens of thousands of
wasted dallars and na contract for the contraclor.
These propasals ars often hand-delivered by an
employee 1o ensure on-lime arrival.

Post-BEFP Phase

After the proposal is delivered, the proposal team
members attampt lo cateh up on lost sleep and
recrient themselves to a normal work scheduls.
They do not however stop work. Thay begin io
prapare for raquests lor clarification by the govern-
ment, negotiation, and requests for Best and Final
Offers lo the contracting agencies. After contract
award, they receive a debriefing on the contract
award (if requested). Il awarded the contract, the
propesal leam often changes hals ta become the
"project team” arid enters inle a phase ol contracl
clarification and definition. This is especially true of
the more complex "systems acquisitions” by fhe
gavernment. A generic proposal process 5
summarized in Figura 2.

(Gontinued an pags 5)

areas 1o help flush out needed
additional data. A blue team
concentrates on a special
technical area such as tooling,
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Proposal Procass
{Gontinued from page 4)

conclusion

In conclusion, It is easy 1o see that the praposal
process is complex al besl. The complexity in-
creases with lhe requirements of the acquisition. For
major systems, such as B-1B bomber or an M-1A1
tank, this complexity is almost beyond comprehean-
sion. In terms of doing ihe best we can with our
irited buclget dollars, it is paramount that we as
govemmsnt acquisition specialists ensure that our
solicitations ask the correct guestions and ask only
those queslions essantizl 10 making a wise judgment
with respect to the purchase. To do otherwise
causes us to receive solutions 1o the wrong problem,
but not receive solutions fo all, to receive solutions
that are so coslly as to be prohibiiive, of to receive
aplutions that would lead both the government and
lhe contractar down a disastrous path.

In terms of cost, i s gasential that we receive
enough valid proposals as practical so that we may
choose the one that provides the most "bang for the
buck.” Competilion will drive down the prices of
government purchases only il the solizilatiens are
carrect and we recaive as many gualified hids as
possible

CPT A. Mark Brown is assigned to the Arrrny's Training
with Industry Program at BMY with York, PA. Helsa
1977 graduate of the 1.5 Mittiary Academy, has
commanded armor units a Fort Hood, TX, and has
served an the Joint Task Force in the Rapubiic of
Honduras as an operatians officer. Thig article has
pean reprintad fram Army Research, Development &
Acquisition Bullatin, Ma v-Juna 1887. O

CHISHOLM'S THIRD LAW:

Proposals, as understood by the proposer, will
be judged otherwise by others.

5

Does the Auto Indusiry Need
A MANPRINT Program?

by Karen Spear

The Army isn't alone in facing difficulties in
matching knowledge and skills with technological
advancements. The aulomotive industry is trying fo
cope with a similar challenge. In an article inthe
Washington Pest ("Mechanics Struggle To Keep Up
with Engineering Advances,” June 14, 1987),
Warren Erown reports on a nalional survey of
mechanics. The sunvey, commissioned by an auta
parts remanufacturer, determined that the quallty of
new cars has decreased rather than improved., This
linding has sparked a conlrovarsy betwaan the
automnolive repair industry and the auto makers.
While the mechanics now consider routing main-
ienance checks on new cars o be major johs
hecause of the complexity of the techinology, aulo
maters respond that it's not that the technalogy is
oo complax but thal the mechanics don't have lhe
skills nesded to do the job.

This conlroversy centars ona fundamental
question of qualily. What represents trug quality.
the car that gets 20 miles per gallon and cosis $100
la fix or the one that gets 50 miles 1o the galion but
cosls $500 lo tix? The automotive engineers
rnaintain that quality is nol just how a car looks and
handies, but also haw easily it can be serviced, Itls
precisely inthis area that the now cars fall. Further-
more, the auto industry cantinues to make Gars
smaller, but slufis them with complicaled engines
and elecironic systems, making routine maintgnance
much more complex. [ar example, mechanics oflen
find it difficult to deal with the compuierized regu-
lation systems in new cars and oflen end up throwing
oul a module and replacing it wilh another,  Aulo

industry representatives say that the gualily of the

{Gontinued on page )




Auto Industry
{Continued from page )

gars (including serviceability) continues 1o imprave.
The preblem lies in the difficulty aute dealerships and
repair shops havea in training their mechanics 1o repair
the cars. Many of the changes in Cars cccur 50 quickly
and so fraquently that it is difficult to kesp mechanics
caught up with the new technology.

The result of these developments in automaotive
techneclogy is that the tradilional profile of the auta
mechanic has changed. As Brown quotes Geoff
Pohania, president and chiel operating officer of
Pohanka Automotive Group, "We no longer loak for
the lumbering mechanic who can fift heavy pieces.
We look tor the personwho is skillad in electrenics
and customer communications. The servica
tachnician's job is now more of a thinking job than a
physical job.” Perhaps the automobile industry could
bensiit from some MANPRINT insights. O

Mofer Thicis the fastissue of the MANPRINT bufetin
_ that Karan Spear will act as edifor. Karen is moving 1o
Nashvilie, TN whera she will pursue 3 Ph.D. at
Vanderhiit University. During her tenure the bulletin
-mailing hist grew frorm 500 3 year 240 12 over 2800
with this issue. W wish her the best.

Air Force Powers Up MPT Program

by Kent Myers, Ph.D.

The Air Force has initiated a program called
RAMEARTS which paraliels MANPRINT in several
ways. The program was launched at a 3-day con-
farence in San Antonio where representatives trom
throughout the Air Force clarified their approach.
Additinnal perspectives were offered by repre-
=eniatives from the Ammy, Mavy, and contracling
organizations.

RAMPARTS concentrates on manpowar, persan-
rel. and training (MPT). lts immediate concerm =8 [s]
have cradible tront-end assessments to present 1o
Congress when major acquisition milestones are

6

reached. s broader concarns and the full extent of
the program are spelled out in a RAMPARTS
handbook.

A key issue the Air Force musl deal withis aircraft
maintenance. Many highly skilled peopla are reauired
1o keep Ihe test equipment as well as the aircraitin
werking order, and this creates a host ot MPT
challanges. In one address, a spokesman from the Air
Forge's reliability and maintainability program promised
that technologies were being developed that would
make maintenance simple and thus solve the MPT
preblem. Most of tha listeners were skeptical that Ihe
long-term trend toward greater complexity in
maintenance could be reversed so easily, sspecially
since such promises have been made before.

A seasoned integrated logistics suppert {ILS) exper
sxplained that, in addition to needing mare support al
high lzvels, the Air Force's MPT efions will alse need
smart captains who will stick with the problem and
build a career on it. This is how ILS succeeded
through difficult times. Withaut such gommilment and

continuity, howevar, the program will never go far.
Gihers pointed out that the Air Force was onve very
strong in MP T skills but cannot recapture that skill
quickly bacause so many MPT leaders have rafired.

The RAMIPARTS Program does not encempass |
hurman lactors, which will remain a strong and
independent effort; ner does it include reliability and
maimtainakility; and it may ar may not inclide satety.
Thus, BAMPARTS is not paised 1o address total
systems Integration. It focuses instead on gauging
MPT implications of systems at an garly stage and
balancing these résources thraughoul the Air Force. :
sgveral new aulomated information systems are 4
planned 1o support 1his work. i

B

The RAMPARTS handbook, as wall as a newsieller,
can be requested from LTC Larry Howall, AFDPXX,
The Pemtagon, Washington, D.C. 20330 (202}

597-6006. O

HGDA MANPRINT DEPUTY
SELECTED FOR PROMOTION

Jack Pellicci is one of 56 Calonels recently
announced for promation to Brigadier General. Cal.
Pellicci has served as [ir. Hal Booher's deputy in the
ODCSPER MANFPRINT Folicy Office since October
1086, Congralulations!
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